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Foreword from Alcoa Foundation
Technological innovation has transformed American manufacturing over the past
several decades, and the pace of change shows no signs of slowing. Manufacturing
jobs of the future will require all workers to continually upgrade and diversify their skills
to match the evolving needs of production systems. U.S. manufacturing employers and
educators alike are continually adjusting their traditional outreach, education, and
training mechanisms to keep pace with the growing demand for skilled workers.
To prepare the communities in which Alcoa operates to be globally competitive, Alcoa
Foundation is focused on finding new ways to transform education and training opportunities
in manufacturing. We must move beyond fragmented training solutions and take a broader,
more holistic view of what individuals need to achieve self-sufficiency in an increasingly complex
working world.
This guide is designed as a starting place for one such solution – a manufacturing portal designed
to connect youth with training opportunities and employers in their regions. The ideas presented
here are broadly applicable to all reformers interested in building a portal, yet flexible enough for
manufacturing employers to tailor and implement locally, taking into account the unique needs of
their plants and their communities.

A supplemental guide for regional practitioners 3

In short, this work is part of our call to action for manufacturers of all sizes to collaborate with other
stakeholders in their communities and to initiate widespread changes to the ways they engage
youth. We are committed, along with Hope Street Group, to furthering economic opportunity for
all Americans, and believe this report is an important step in ensuring career access to one of our
country’s cornerstone sectors.
Alcoa and Alcoa Foundation are dedicated to fostering manufacturer-led, collaborative solutions
to the skills gap in communities across the nation. We encourage all readers of this guide to join the
movement, and to find ways to spark change in their own communities.

Esra Ozer, President, Alcoa Foundation
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Introduction and Statement of Purpose
This guide is part of a joint research effort by Hope Street Group and Alcoa Foundation to map
the transition of American youth from education into the workforce, and to outline potential
solutions that put more youth on the path to skilled manufacturing careers. Our report on this
work, Missing Makers: How to Rebuild America’s Manufacturing Workforce, provides a broad
look at the major challenges affecting manufacturing employers, educators, and youth
today, which are eroding pathways for youth into manufacturing. It also discusses selected
options to address these issues in regions across the United States, with examples of promising
practices being employed today.
One of the report’s main strategic recommendations is for the development of regional online workforce
matching systems, or “portals,” which will serve as connectors between youth, educators, and local
employers. Although specific portal functions will vary depending on regional needs, we broadly define
these systems as facilitating jobs and skill matching between manufacturing employers and youth in a
region, while providing access to manufacturing-related training and education opportunities.
This guide expands upon this strategy, offering a tactical starting point for regional practitioners—local
workforce boards, economic development-oriented nonprofits, and community development arms of
corporations—to begin designing and implementing such a portal in their regions.
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The Scope of this Guide
This guide aims to lay out a set of steps that a workforce development practitioner should
review in order to effectively design the features of a portal, engage the right supporters,
funders, and key stakeholders, and ultimately make a skills-matching system a reality in their
region. Accordingly, we have laid out some key considerations and actions associated with
each phase in the “Life Cycle” of a workforce system, along with a few important principles to
note when monitoring and evaluating progress and fundraising. These steps are drawn from
our jobs landscape assessment in our main report, as well as the advice of practitioners and
network partners interviewed for this work. We strongly encourage practitioners to review this
guide together with our main report to get a fuller understanding of the challenges they will
encounter when implementing such a system.
This guide cannot replace a full, region-specific strategic planning process, as each region in the
United States has unique needs and characteristics that will impact build, development, maintenance,
and funding strategies. Therefore, we encourage practitioners to use this guide as a starting point to
engage key stakeholders in discussion, generate interest and momentum, and ultimately use regional
stakeholder input to develop an in-depth strategic plan and project timeline.
Developing a regional portal can be a daunting task; through this guide, we hope to remove some
confusion around the process. We encourage practitioners to be bold – workforce development is a
challenging field, but change is possible and it is happening as we speak.
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The “Life Cycle” of a Workforce Skills-Matching System
This section will address important considerations to review, key actions to take, and
stakeholders for practitioners to engage during each phase of building a workforce portal.
We have designated these phases as the design & development, implementation, and
maintenance stages.
Once again, these recommendations are generalized for a broad audience; specific actions may vary
depending on a region’s needs and unique characteristics. For example, the list of key stakeholders to
engage in a region dominated by one large manufacturing employer may differ significantly from that of
a region whose industry is composed of several smaller shops. Nevertheless, the issues laid out here can
form the outlines of a portal strategy, before tailoring them later on to suit region-specific needs.

Phase I: Design & Development
This stage includes preliminary ideation and organization, engagement of stakeholders, and the
planning required to translate an idea for a regional portal into an actionable plan.
SOME KEY CONSIDERATIONS AND PRINCIPLES
• Understand the value that the portal and suite of applications will provide:
Before taking any further steps, it is critical to clearly understand the following, 1) the current regional
jobs market, 2) the other players in the space, and 3) the biggest needs of your various stakeholders.
Based on this evaluation, define the goals of your portal and the unique role it will play. Will it connect
employers to potential employees via a credentialing system? Will it offer a collection of resources in
the area to educate youth? What other features will it offer? Clear articulation of your value and goals
will help engage funders and ensure that there is no wasted effort in the implementation process.
• Avoid getting bogged down in complexity: The workforce training systems in the U.S. are badly in
need of reform, and it can be tempting to design a portal that attempts to address many issues at once.
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However, this strategy can frequently make a technical project dauntingly complex. Instead, initially
focus on 1-2 issues (e.g., a dearth of manufacturing education resources for teachers) and think about
the “minimum viable product” that would be required to address these issues. See the “Suggested
Features” section below for more examples.
•	
Fully utilize the existing resources available: In many cases, there is no need to reinvent the wheel
when creating an online portal. As Hope Street Group’s report lays out, there are several existing
workforce products and tools, with features that can be integrated into a portal. Consider using these
products instead of building in-house tools from scratch. Examples of features include jobs boards,
skills matching software, and credentialing systems. Additionally, make sure to consider what
initiatives are already ongoing in your region; regional partnership could be a viable alternative to
developing a competing service.
• E
 nsure that the common skills/credentialing language being used by the portal is appropriate for
connecting employers to youth: When building a portal designed to connect youth to employers,
the “language of skills” being used is critical to success. As the ACT Foundation lays out in its
credentialing guide, “Breaking New Ground,” a good “skills language”/credentialing system, whether
developed regionally or adopted from a credentialing organization, has the following characteristics:
1) Credentials are portable between industries and sub-industries, 2) Employers drive skills
definition, 3) Credentials are stackable, and can build on top of one another from foundational to
advanced skills, 4) Credentials and skills defined are clearly aligned with regional labor market
demands, and 5) Credentials clearly relate to industry standards already in existence. For more
details and guidance, see “Breaking New Ground,” which is publicly available on ACT’s website.
• R
 each out to key beneficiaries of the portal early and often: Early and frequent communication
with stakeholders is crucial to ensuring community buy-in, along with widespread awareness and
adoption of the portal. Employers should feel as though they are actively involved in setting standards
for the portal, rather than being “forced” to accept the system. We also encourage proactive outreach
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to youth, educators, and parents to provide them with training on portal use, along with information
on the portal’s benefits, to ensure early adoption and engagement. We recommend reviewing Hope
Street Group’s report for more detailed suggestions on community engagement strategies.
• R
 egional projects need a “face”: Particularly for regional efforts, a project backer who is both visible
and trusted in the public sector and local business community is an important part of building project
momentum. Potential “faces” are discussed in the “Stakeholder” section below.
SUGGESTED PORTAL FEATURES
We recommend that portal developers consider the following features for inclusion:
• A compendium of basic information about the type and number of manufacturing jobs in the region,
along with growth projections and forecasts showing the number of jobs opening up in the region in
future.
• A
 collection of tools and resources that share the “day to day” of select manufacturing careers by
providing examples of activities and decisions that people in skilled manufacturing careers carry out.
• R
 egion-specific career pathways information, which shares potential career trajectories that youth
interested in manufacturing could follow. For example, a welding pathway could lay out regional
training and promotion opportunities for an entry-level welder to get on the path to supervisory or
management roles. This feature should also include links to related regional training programs and
credentialing organizations.
• A
 job search tool to find currently open, entry-level manufacturing jobs in the region, as well as easily
understandable information on the skills and experience needed to qualify for those roles.
For more information on these suggestions along with examples of promising practices and potential
data partners, please review the “Information Barriers” portion of Hope Street Group’s report.
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ACTIONS
• Perform a market assessment to understand where your product would fit: Understand the key
players in workforce development in the region, along with major employers. It is also important
to document educators, including community colleges, universities, and public high schools
systems. Finally, understand other economic development and education initiatives currently being
undertaken in your region (e.g., training partnerships, local jobs-connector boards, etc.).
• A
 rticulate portal objectives and associated features: After identifying your project’s value
proposition, develop a clear description of the portal objectives, features, and corresponding
applications.
• Develop a portal business plan: Develop a business plan and investment justification for creating
a project, along with project definition and scope, for sharing with potential partners and funders.
The plan should also include a media outreach strategy. In this strategy, identify the right venues
in which to most effectively reach the portal’s target audience, to ensure high awareness within the
community.
• I dentify and approach the right partners: In addition to project managers, technology partners, local
employers, and educator partners are crucial voices in this effort. See “Stakeholders” below for more
information.
• Create operating and success metrics: Develop and agree on a set of measurable criteria to determine
the success of the project, to share with both internal and external stakeholders. See the “Evaluation &
Monitoring” section for a deeper discussion of this step.
STAKEHOLDERS
This phase of the project will require a variety of stakeholders, playing the following roles:
• Project Manager: This role is the most critical to the success of this project by far. Based on our market
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assessment, we believe that a successful manager of a portal project should be a “neutral” party, such as
a nonprofit or workforce board that has credibility with both employers and educators. As an interested
practitioner, your organization may be the appropriate party to play this role; however, depending on
regional perception of your organization, as well as your organization’s capacity to undertake long-term
projects, an alternative organizational structure may be for you to serve as a “project face” who engages
funders and other stakeholders, while another organization acts as the executor.
• Project Face: This role is also crucial to generating the momentum and buy-in needed to execute on
a portal. The “project face” is an individual or organization with high name recognition and respect
within a community, who agrees to put their brand and support behind the project. They will also
be a key element of the project’s media outreach. The project face could be a member of the public
sector who is well respected by the private sector (e.g., a mayor or city workforce board), or a private
sector employer (e.g., a major manufacturing employer in the region). In either case, a clear example
of private sector buy-in and confidence is crucial to moving forward. The project face acts as a public
champion of the project, working to garner publicity and engage funders. If your organization cannot
serve as the “face,” it is important to begin pitching the project’s business plan and investment
justification to garner interest from a potential face as soon as possible, before moving forward with
implementation.
• Advisors & Advisory Board: To keep the community engaged, it is important to create an Advisory
Board with representatives from key stakeholder communities, including:
– Employers: Input from small, medium-sized, and larger employers is helpful to ensuring that the
portal is meeting the talent needs of local employers. In some cases where manufacturing employers
are harder to engage, the presence of an industry association can be very helpful in bringing
manufacturers to the table. Finally, it is helpful to ensure that people with technical expertise,
who lead the training and supervision of entry-level recruits, are present, as they will be able to
communicate about needed skills and abilities for entry-level jobs in the appropriate level of detail.
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– Educators: Depending on the target audience for youth (e.g., college vs high school), it is important
to engage educators both on the administrative side (e.g., community college deans and presidents,
school board members), as well as on the education and development side (e.g., professors, teachers,
career counselors).
– Parents: Although frequently underrepresented, parental buy-in can make or break a project.
As Hope Street Group’s report demonstrates, inBloom, an extremely well-funded student data
management service, failed due to parental outcry about privacy concerns. Therefore, ensuring
that the broader community understands the social purpose and goals of the portal is key to future
success and growth.
• F
 unders: Engaging interested funders upfront is also a crucial part of the process, which is addressed
in more detail in the “Fundraising and Sustainability Strategy” portion of the document.

Phase II: Implementation
This stage involves translating the portal business plan into a live website, along with
overseeing the initial user testing and launch. We have made the assumption in this guide
that the practitioners overseeing the work will not be building the portal themselves, but
outsourcing the work to a web development firm – therefore, we have included this step in the
“Implementation” phase, as it involves translating the practitioner’s vision into reality.
SOME KEY CONSIDERATIONS AND PRINCIPLES
• Think of this process as iterative: Steve Blank, a serial entrepreneur, has said, “Business plans
rarely survive first contact with customers.” Therefore, practitioners should not feel pressured
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to develop 100% of their product’s envisioned features before going live. Instead, it may be best to
create a minimum viable product, test the reaction of customers (in this case, youth, educators, and
employers), and then modify or add on as necessary.
• S
 implicity is key: As our report establishes, while several extensive databases of jobs information
currently exist, youth are typically missing clear and simple pathways to skilled, sustainable jobs
in their region – pathways that are directly applicable to their own lives. Therefore, do not overload
the site with sophisticated tools and features – focus on keeping your message and information
streamlined. Similarly, in outreach and publicity efforts, keep the value-add and primary message of
the portal clear, e.g., “This portal will help young people get machining jobs at X Company.”
• Get feedback from users and stakeholders early and often: Create a minimum viable product
and begin testing with youth as early and as frequently as possible. Share these results with local
employers, so that they remained engaged and excited about the portal’s potential throughout the
development and implementation process.
ACTIONS
The following steps are an important part of the implementation phase:
• Choose a host for the portal: In the short term, the organization acting as a project manager may
choose to host the portal themselves. In the longer term, especially once the portal expands beyond
its early stages, a key funder or corporate partner may be the best host to ensure the portal’s continued
life and development.
• Engage a web design & development agency: Seek out a digital agency that will have responsibility for
executing the creative vision for the portal. This process would include the following steps:
– Confirm a creative design agency: Conduct a competitive review process in the region to select a
digital agency that will be responsible for the creative and technological development of the portal.
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– Define a technology strategy: Use the Hope Street Group report, along with the practitioner’s own
regional assessment, to define what portal features to build in-house via the digital agency, and
what features to co-opt via partnerships with existing websites and services.
– Prioritize a core feature set: Based on the highest priority needs and budget, select a core feature set
to build for the initial launch of the portal.
– Develop a user interface and wireframes: Create wireframes, or visual mockups of the portal’s
layout, to test with potential users (e.g., youth, educators). These wireframes can be used to assess
the simplicity, usability, and creativity of the user interface.
• T
 est portal features with users and Advisory Board: Once you have laid out a wireframe of the portal
and its suite of applications, you should begin conducting focus groups and interviews with groups
of young people, educators, employers, and parents immediately to test interest and engagement
in these features, and to refine portal design prior to launch. Similarly, use the perspective of the
Advisory Board to refine portal features.
• B
 uild prototype of portal applications: Develop basic prototypes of the core applications that young
people, educators, and/or employers will interface with, and continue to test and iterate with sample
users.
•	Continue to get buy-in and support from existing partners, and engage additional partners and
funders: The “portal face” should play a key role here in engaging additional interest, support, and
media coverage. Similarly, the project manager should consider sharing the once developed by the
digital agency, with interested foundations, potential corporate partners, and media outlets to garner
interest in advance of launch.
• Launch portal: Continue to engage in media outreach, including social media outreach, to promote
launch.
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STAKEHOLDERS
• Technology Partners: These partners will be involved in building the infrastructure for
the portal. This list includes:
– Developer/digital agency: The organization who will build the website and integrate
the associated tools.
– Other technical partners: These firms will have developed tools, databases, or other resources
that make it possible to translate regional data about the skill-sets, career history and traits of
individuals into meaningful information for job seekers, employers and education institutions
(e.g., “bottoms up” career paths including inventories of skills required for success in a job). These
partners would bring proven expertise on what it takes to drive adoption of online tools at scale to
ensure that the applications are a primary destination for young people without four-year degrees.
– Technical advisors: Many of the most successful tools developed today are “open source,” developed
by a community of interested programmers and activists. Similarly, we encourage practitioners to
solicit feedback from tech experts who have experience in the workforce development space, and
hear their personal experiences on how to best translate portal ideas into reality.
• Test Users: Again, we encourage practitioners to solicit feedback from a selection of youth, educators,
employers, and parents as early as possible so that the product can be tested and iterated on prior to
launch.
• Advisory Board: Continue to use the Advisory Board as a testing ground for ideas and features,
allowing employers and educators in particular to provide feedback and ideas. Additionally,
practitioners should consider asking board members to commit to promoting the portal; educators
and parents can share news on the portal with their students (or within the community), and
employers can include the portal in their outreach efforts as appropriate.
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• Project Face: The project face plays a key role in promoting the portal prior to launch, catalyzing
funder meetings, and promoting use of the portal within its own organization. Similarly, a project face
must play a role in garnering media publicity.

Phase III: Maintaining & Sustaining the System
Although this “end phase” may vary dramatically depending on your vision for the portal’s
ultimate function, some general principles for managing and sustaining a workforce portal are
outlined below. Finally, thoughts on monitoring and evaluation, as well as finding sustainable
sources of funding, are detailed in the next two sections.
SOME KEY CONSIDERATIONS AND PRINCIPLES
• Listen to users: Continue to solicit regular feedback from users, not just about the functionality of
existing portal features, but their thoughts/ideas on what could be added to the portal as well.
• Ensure that the target market is finding the portal: As the Hope Street Group report lays out in detail,
the maxim, “if you build it, they will come,” is not an effective strategy in this sphere. Instead, youth
primarily get their career information by encountering it during the course of their day-to-day lives,
e.g., from their parents and classes. Therefore, portal launch and maintenance should be combined
with regular, in-person outreach efforts to youth, parents, and teachers to ensure that user awareness
of the portal is high. Similarly, monitoring/evaluation efforts should test regional user awareness and
engagement.
• Stay on top of market shifts and evolving employer needs: Continue to engage with the Advisory
Board and employer partners, to ensure that the portal is in line with the skill needs of the region.
Expand the portal to include new career pathways as need be. Similarly, practitioners should remain
aware of major changes in the landscape (e.g., new employers entering the region, new sub-industries,
changing regulations, etc.).
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ACTIONS
We recommend that practitioners consider incorporating the following set of activities
into their ongoing maintenance and improvement of their regional portals:
• Add portal functionalities based on user feedback.
• I mprove insights and information tools with user data gathered: Consider partnering with a data
analytics to understand the data collected by your site, including usage statistics and personal data
shared by users and employers, to understand how users are using the site, and what background/
career history leads to the best outcomes. This information can be shared publicly to benefit users,
and to raise one’s organizational profile among other workforce development practitioners and
media.
• Develop “off ramps” to other sub-industry sectors: If the portal is successful, consider expanding
beyond a specific sector of manufacturing into related fields (e.g., logistics and supply chain
operations).
• Monitor progress and communicate milestones to stakeholders, and adjust funding streams to focus
on long-term sustainability: See the next sections for more details.
STAKEHOLDERS
Stakeholders will continue to play largely the same roles outlined in the “Implementation” section, with
a few key differences:
• Project Manager: Practitioners should decide who would manage the portal in the long-term. In
some instances, the project manager may be the most appropriate owner, but in other situations,
the “project face” or another major stakeholder could take over ownership. The right decision
is dependent on the regional characteristics of the market, as well as the level of interest from
stakeholders.
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• Advisory Board: Over the long-term, practitioners can reduce the frequency of updates and feedback
solicitation to the Board. However, it is important to ensure that relationships with the Board, and
with the larger community, are still institutionalized.

Evaluating Results, Measuring Progress
& Communicating Results:
We recommend consistent support and investment in both a short and long-term evaluation
plan. Such a learning philosophy is necessary when new innovative platform(s) are developed,
in order to understand what is working and to make quick course corrections as necessary.
The evaluation plan would be created simultaneously along with the design and development phase,
and must be vetted to properly link accountability to the success of the portal across the stakeholders
involved. The initial group of partners involved in developing the portal need to define clearly their
metrics. Although some metrics will shift throughout the lifetime of the portal development and
feedback, it is important to clearly articulate and agree on the common elements of what would make the
portal successful.
In addition, the plan would need to involve a deep level of both mobile and technical assessments with
offline activities, such as in person meetings and surveys with users (across employers, youth and
educators), to create an efficient feedback loop. For clarity’s sake, it would be worthwhile to develop an
ongoing dashboard for the project team and for the Advisory Board. All of these data collection methods
should feed into an analytical model that attempts to measure the marginal benefit the portal provides
each of its various stakeholders.
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In the short term, we suggest the following metrics (not exhaustive):
• Site traffic across stakeholder groups: This would be carefully monitored by standard data analytic
features while in each phase of development, in order to access use and identify the strongest
indicators/variables that enhanced traffic.
• T
 he increase in students pursuing manufacturing-related post-secondary training and/or degrees:
This metric is critical for testing whether the true goal of the portal – more students entering
manufacturing –is being met.
• The completion rates of these post-secondary training and/or degrees: This metric would provide
more qualitative data and insights to the skills matching component of the portal, and would test the
level of genuine fulfillment that students are receiving from the profession credentialing systems.
In addition, it would offer further insight for education institutions, and if needed, would provide an
opportunity to dig deeper if students were dropping out before completion.
In the long term, we suggest the following metrics (not exhaustive):
• The number of young adults placed in jobs/internships following completion of their
post-secondary education: This metric would allow measurement of real-time impact
and provide a clearer picture to the demand and supply for manufacturing jobs within the region.
• The average time-to-hire for local employers for entry-level positions: This would provide more
insight into the success of the education and training programs or credentials recommended by the
portal, as well as more insight into the true demand for the jobs in the region.
• Young people’s job progress and upward mobility throughout their career: This metric would provide
insight into the value and sustainability of the portal for both the employers and employee.
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While it is critical for the success of the portal to internally communicate progress with one’s Advisory
Board, it is also just as important to invest in external media (traditional and social) and marketing
outlets to inform the public and community of the value of the tool and recognize successes. This
public sharing of metrics would further encourage new users and provide ongoing capital (human and
financial) for the portal to continue to grow.

Fundraising & Sustainability Strategy
The revenue strategy will be highly dependent on the regional stakeholdrs involved in the
development of the portal, with a specific need to unlock the current resources that exist in
that community. In addition, the need and function of the portal should be directly linked and
publicly communicated as an economic development necessity. This perspective would
entice more nontraditional partners (such as local finance institutions, economic developers,
and Chambers of Commerce) to partner with employers and education institutions within an
area. For the initial 3-5 years, the funding revenue would most likely consist of direct and multi
sectorial funding partnerships that could be attributed from the following:
• Foundations and National Philanthropic Organizations (national to local)
• Corporations/Employers via corporate responsibility or foundational efforts
• Universities/For profit post-secondary institutions
• Community Development/Finance Institutions (i.e. community reinvestment grants)
• Individuals/Regional Leaders
• State or Local Government Grant Opportunities
For long-term sustainability (over 5 years), we recommend that regions plan for long-term sources of
funding depending upon available assets and the fundamental user group of the portal. For example,
some options could include:
• Corporate Driven Funding Model: One or a conglomerate of manufacturing employers 			
fund the portal and dedicate resources
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• Membership Driven Model: Employers and post-secondary education institutions pay for 		
the portal’s service. The portal remains free to young adults and K-12 schools
• Community Philanthropic Model: Local philanthropy communities support the portal 			
with human capital provided by local workforce nonprofits
• Venture Capital Model: Individuals invest in the portal and eventually ads and marketing avenues
allow for further revenue (this would most likely depend on population and geographic location of the
portal’s audience)
One must be sure to unlock and leverage regional assets, opportunities, and local cultures to
overcome suspected barriers. However, the packaging of these resources needs to be tighter and
clearer for communities/regions to understand that they even exist. Ultimately, there should be more
accountability and return on capital for public and private funding institutions.

Conclusion:

We hope that this guide has provided you with a starting place for your own regional efforts, and has
helped to “de-mystify” the process of developing a portal strategy. If you have any questions, we welcome
your thoughts at info@hopestreetgroup.org.
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